T= 


CHIEF ADMINISTRATIVE OFFICER 
77 04521 COUNTY OF 'LOS ANGELES 


7FJIS3 HALL OF ADMINISTRATION / LOS ANGELES, CALIFORNIA 90012 
974-1101 
HARRY L. HUFFORD MEMBERS OF THE BOARD 
CHIEF ADMINIS E EDMUND 0. EDELMAN 
TRATIVE OFFICER Jana tyer/.5),4.9-7 7 
CHAIRMAN 
PETER F. SCHABARUM 
KENNETH HAHN 
: JAMES A. HAYES 
BAXTER WARD 
LO All Department & District,Heads 


© OR COVERNMENTAL 
&Ur GUY ERRNO 


From: Harry L. Hufford LA ‘, STUDIES LIBRARY 
Chief Administrative Officer 


Subject: DEPARTMENTAL PRODUCTIVITY 
IMPROVEMENT ACTIVITIES UNIVERSITY OF CALIFORNIA 


UNi 
L — - f py’ YuePe 
f 


Two new management concepts are being implemented at the Board's 
direction to assist in improving departmental service delivery. 
Each department is to submit a plan for a Departmental Productivity 
itiecevouenusuroeram 10r fiscal year 1977-78. Productivity Indexes 
are being developed as graphic presentations of the ratio between 
a department's service delivery (output) and resource use (input). 
The target established by the Board is that at least 65% of the 
County will be covered by Productivity Indexes by the end of this 
fiscal year. And, to emphasize the importance of these efforts, 
the Department of Personnel is conducting a special workshop in 
managing departmental productivity changes for managers and 
supervisors throughout the County. 


Productivity Improvement Programs 


Productivity Improvement Programs focus management's efforts on 
the most effective and efficient methods of maintaining service 
levels with increasingly limited resources. A discussion of 
Departmental Productivity Improvement Program planning is included 
as Appendix A. 


Productivity Indexes 


Productivity Indexes (measurements of departmental effectiveness 
and efficiency) are designed as management tools for departmental 
management to use in more clearly relating output to resource use, 
anomiceomet2 de tO taximizing the use ot these resources.” They 
will be helpful to the Board in the budget review process to 
identify departments which have a high rate of productivity. 
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Basic information, including concepts of productivity and methods 
for increasing it will be presented. The main objective, however, 


will be to stimulate ideas for productivity changes from your own 
State : 


For your convenience, workshops will be conducted within your own 
departmental facilities. Scheduling and conduct of the workshops 
will be the responsibility of the Employee Development Division. 


The Employee Development Division analyst assigned to your depart- 
ment will be contacting you in the next few weeks to arrange for a 
top management review of the program. Following this, we will work 
with your personnel office in scheduling the program for the 
remainder of your management and supervising personnel. 


All of these efforts are aimed at assisting you to make increasingly 
better use of your resources. I am informing the members of the 
Board of Supervisors of these projects and will apprise them of the 
results. Significant achievements by individual departments will 
be incorporated in the follow-up report to them. 
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APPENDIX A 


DEPARTMENTAL PRODUCTIVITY IMPROVEMENT PROGRAMS 


The concept of productivity implies a ratio of the quality and quantity of services 
(output) to the budget resources (input) invested to achieve them. Productivity 
improvement primarily results from deliberate management efforts to increase 
the ratio of outputs to inputs, that is, providing more effective or higher 

quality services at the same cost (or the same services at lower cost). 


Government productivity has two dimensions: Effectiveness and Efficiency. 


-- Effectiveness is the extent to which programs achieve 
their objectives. 


-- Efficiency means the organization of resources to 
carry out programs and functions at optimal cost, 


The beginning of productivity improvement consists of three phases or steps: 


Step one is the identification and prioritizing of operational goals and objectives. 
Productivity must first be concerned with what we should or should not be doing. 
Administrative responsibility should be clearly fixed and priorities set. Both 
goals and objectives should be operational and specific. 


The second step is choosing those alternative methods that are most cost-effec- 
tive. In order to achieve basic goals and objectives, choices should be made 
among alternative approaches. Selection of approaches with the highest cost- 
effectiveness ratio presents the greatest opportunity for improving productivity. 


The third step is the application of effective management and supervision. The 
time-tested principles of organization, specialization, supervision, communication, 
and established procedures are still valid. This means the crucial step is 
persistence in the follow through. More plans fail because of not following 

through. 


The Productivity Improvement Program for your department should include 
the following: 


Je A prioritized list of productivity goals and objectives. 


oe A list of planned productivity improvement projects in order of 
cost/service impact. 
(Selection of projects with the highest cost impact presents the 
greatest opportunity for achieving the maximum payoff from 
your Productivity Improvement Program) 


oie The development of productivity measurement. Defining and 
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measuring output and input helps focus on the relative importance 
and validity of the goals and objectives. 


4. An analysis of the alternative means of getting the work out. 
Evaluate alternatives versus present methods and select areas 
with the greatest systems and methods cost improvement potential. 


De Development of a profile of your organization. Comparatively 
evaluate the ideal organization for obtaining the desired results 
against the present organization. Review your system for: 


a. Communication. 
De Measurement of output versus cost. 
Cs Measurement of employees! performance in terms 


of results: 
as Recognition and reward for superior performance and 
results (the key to motivation). 


6. A plan reflecting all elements of the productivity improvement pro- 
ject, including the person assigned and responsible, the deliverable 
end product, and the scheduled start and completion dates. 
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APPENDIX B 


PRODUCTIVITY INDEXES 


a 


Productivity Indexes are important to your Productivity Improvement 
Program Since they measure your achievement in increasing productivity 
through more effective management and improved work methods. 


To measure your productivity, Pumicanccessary to..défine and quantizy 
the major work products of your department. These output indicators 
Should relate to your Program Objectives and Goals. Typically, these 
indicators can be obtained from existing statistics that measure. . noc 
how hard you work, but what you produce, Though your department may 
havesseveral products, it is only necessary to choose those major 
output indicators which most significantly impact your service level. 


woeprovide for a diversigy of program activivies in your departmenc. 
output measures must be expressed using a common denominator. There- 
fore, the base and successive years of output are converted to hours 
of service, 


Once your department's total hours of service provided (output) is 
calculated, 1G,can be compared Co the total expended” laborm=hours 
(jnput) for the Same time period. | Jihis comparison) (vacio)l ise tne 
Productivity Index and is expressed as a percentage. 


Productivity Measurement (Index) is comparing this output (service 
delivery) to the input (amount of resources). The Productivity Trend 
Ls"apilet of The Productivity Indexes “over ‘a period ofeiGime, sii ma. 
Case spy rece leyeer. relavuive co the bese year, 


Normally a departmental Productivity Trend will show the Productivity 
Indexes for the past five years. The first year is used as the base 
year. The base year is mathematically adjusted to equal 100. 


The most important Single concept in the development of Preductivicy 
Indexes (ratios of output to input) is the interpretation of the 
results. When graphed, the results Crace the Productivity Trend from 
Vednuto year. tu ic thie trend (increase or decrease tia iin 
Significant. 


On the following page is a sample of a Productivity Index with graphed 
Productivity Trend. A comprehensive manual on Productivity Index 
preparation will be provided at the Training Workshops. 
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CAO Ne Tay Ore REPORT ON PRODUCTIVITY TREND 


i Ore ae NIC hoor. S WITH ANNUAL PRODUCTIVITY INDEXES _ 
DEPARTMENT: sauMpir | DIVISION/SECTION: SERVICE PROGRAM: 
IDEPARTMENT APPROVAL: CAO APPROVAL: ~ DATE: 
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OUTPUT/HOURS 18-220 Une OS 19,005 17,566 17,644 
OUTPUT/PERCENT 100% 105% 104% 96% 97% 
INPUT/HOURS ihe) 2506 19, 326 2OL 002 ELOISE 16 653 
INPUT/PERCENT 100% 106% 110% 3% 92% 
PRODUCTIVITY INDEX 100% 99% 95% 103% 105% 
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Explanacion: 


- Output hours are hours of annual services delivered (included service 
programs/sub-programs and methodology of calculation are shown on the 
attachment). i 

- Output percent represents the annual output hours expressed as a percentage 
of the base year annual output hours. 


- Input hours represent annual employee hours expended. 
— I npULe pence, represents che annual input. hours expressed as 2 percentace.or 


base year annual input hours. 
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APPENDIX C 


PRODUCTIVITY IM PROVEMENT PLANNING 


BRIEFING AND TRAINING WORKSHOP SCHEDULE 


Management Briefing 


The Management Briefing is designed to explain the need for the Productivity Improve- 
ment Plans and Productivity Indexes, what they are, how they will be developed and 
how it is anticipated that they will be used in the budget process as a management 

tool to help control operations. The briefing is also intended for discussion about the 
potential benefits of productivity measurement and improvement and to answer questions 
about the impact of the program. Each departmental Managément Coordinator is 
expected to represent the department at this briefing and the department's Technical 
and Administrative Coordinator is expected to attend as part of his preparation for 

the following training seminars. 


Management briefings for following (Group I) departments will be on February 4, 1977 
at 9:00 a.m, in Room 374A of the Hall of Administration: 


Adoptions Community Development Otis Art Institute 
Agricultural Comm. Consumer Affairs Public Administrator 
Animal Control County Counsel Purchasing & Stores 

| Arboreta & Botanic Gardens Executive Office Regional Planning 
Beaches Farm Advisor on. Citizens Ailarcs 
pChief Admin, Office Human Relations Comm. small Craft Harbors 
Chief Med. Examiner-Coroner Military & Veterans Aff. Treasurer-Tax Golleciog 
Collections Museum of Art Weights & Measures 


" Wuseum: of Natural Hist, 


Management briefings for following (Group II) departments will be on February 7, 1977 
at 9:00 ams, InmeRoom 59° of the Hall ‘of Administration: 


Assessor District Attorney Parks & Recreation 


PAuditor™ Controller Facilities Personnel 
Building Services Flood Control Probation 
Communications Forester & Fire Ward. Puplie Deiénde: 
County Clerk Library Registrar -Recorder 
| County Engineer Health Services/Hosp. Road 

| Data Processing Marshal sheriff 

Dept of Public Social Svcs. Mechanical puperior ‘Court 


Municipal Court 
Training Seminars 


The Training Seminars are designed to explain the details of developing the Productivity 
Plans and Indexes. They will also cover techniques and guide the Technical Coordinators 
through the start up phase of program development. Technical Coordinators are 

expected to attend all three of these sessions and to complete assigned data collection 
and other start up activities between sessions. 
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Training Seminar #1 for Technical and Administrative Coordinators will be held on 
Friday, February 11,1977 in Room 348 of the Hall of Records: Group I departments 
at 9:00 to 11:307a.m., Group Il departments at 1:00 to 3:30 Daim 


Training Seminar #2 for Technical and Administrative Coordinators will be held on 
Wednesday, February 16,1977 in Room 348 of the Hall of Records: Group T departments 
ate 005s 0Fa sine GLoupeiiedepartments at i:00uto 3,30 pm. 


Training Seminar #3 for Technical and Administrative Coordinators will be held on 
Wednesday, February 23, in Room 348 Hall of Records; Group I departments at 
9:00 to 11:30 a.m , Group II departments at 1:00 to 2500 - Datos 
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